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Executive summary

1. The IFAD Guidelines for Disaster Early Recovery have been developed to
support IFAD staff in implementing timely and effective interventions in a
post-disaster context. The Guidelines are designed to operationalize the
existing IFAD Framework for Bridging Post-Crisis Recovery and Long-term
Development (1998) and the IFAD Policy on Crisis Prevention and Recovery
(2006), and are based on IFAD experience in disaster response and recovery
programmes and projects. More specifically, the objectives of the Guidelines
are to:

« Clarify the principles of IFAD engagement in a post-disaster context.
« Ensure that quality is not compromised by speed.

« Broaden inter-agency coordination and cooperation.

+ Make more efficient use of existing human and financial resources.

» Establish effective communication with all relevant stakeholders.

2. The Guidelines emphasize the need for IFAD involvement in early recovery to
support the rehabilitation of rural livelihoods and ensure a swift transition
from relief to long-term sustainable development.

3. Practical advice offered in the Guidelines is intended to assist IFAD staff in the
following activities:

« Selection of finance instruments that can be used to support IFAD
interventions in a post-disaster context.

« Contingency planning that highlights measures IFAD can implement in
advance to support a rapid, timely and effective response to
crisis/disaster events.

« Use of a step-by-step approach for disaster response that
promotes greater speed and coordination at the institutional level and
details the actions to be taken in the event of a disaster.

« Support to operations that identifies which mechanisms need to be in
place to sustain IFAD’s regional divisions during the disaster response
planning and implementation stages.

« Monitoring that assesses the early recovery process to ensure that
implementation of activities proceeds smoothly and that
problems/obstacles are effectively dealt with in a timely manner.

4.  Additional gains can be achieved in the efficiency and timing of interventions
through the proper selection of finance instruments and administrative
solutions, as described in these Guidelines.
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IFAD Guidelines for Disaster Early Recovery

I.
1,

Introduction

During recent decades the world has witnessed an upsurge in the incidence of
disaster events, with increasing loss of life and significant social and economic
consequences.! In developing countries, vulnerability to hazards is increasing as a
result of poverty, population expansion in unsafe areas and environmental
degradation.

Disasters undermine development progress, hinder economic growth and threaten
food production while exacerbating existing poverty conditions. At the national
level, it may take several years for developing countries to recover from a disaster
and be able to invest resources in development.

The risk of disasters in developing countries is expected to rise in the future?as a
result of higher levels of vulnerability in the population and increases in the
intensity and frequency of hydro-meteorological events due to climate change. Poor
people in developing countries have been affected disproportionately by these
events because they are more exposed to natural and non-natural hazards and
have less capacity to cope with the impacts.

Disasters will continue to affect vulnerable people in poor countries, particularly in
fragile states,® often locking them into endemic poverty traps. These challenges
cannot be ignored. While IFAD does not engage in relief operations, it does
acknowledge the strong recursive relationship between poverty and disasters.
Given IFAD’s experience in supporting livelihoods in rural areas, the Fund is well
positioned as an effective actor to support a swift transition from relief to recovery
that is focused on building rural people’s resilience to disasters.

The timely implementation of recovery and subsequent development activities is
essential, and past IFAD policies have repeatedly advocated a more systematic
approach and faster procedures to respond to emergencies of all types. However,
IFAD’s response is often protracted and continues to be organized on an ad hoc
basis. Building on the experience of the Fund and other organizations, the IFAD
Guidelines for Disaster Early Recovery advocate a more systematic and
collaborative response anchored in a common disaster risk management
framework.

The specific objectives of the Guidelines are to:

(a) Clarify the principles of IFAD engagement in a post disaster context.
(b) Ensure quality is not compromised by speed.

(c) Broaden inter-agency coordination and cooperation.

(d) Make more efficient use of existing human and financial resources.
(e) Establish effective communication with all relevant stakeholders.

The Guidelines are structured into three main parts:

(a) The first part (sections II and III) provides the theoretical background to the
Guidelines, including an overview of IFAD policies and past experience in
disaster response and an outline of the principles of engagement in a post-
disaster context.

! United Nations Development Programme (UNDP (2004); UNEP/GRID web reference:
http://maps.grida.no/go/graphic/trends-in-natural-disasters.

2 Oxfam (2009).

3 Fragile states are countries “characterized by poor governance, limited institutional capacity, weak
policy framework and civil or border conflict. (...) Rural poor people living in fragile states are
especially vulnerable, as they lack the resources to contend with natural or other types of disasters.”
REPL.VIII/4/R.5.



II.

10.

11.

12.

EB 2011/102/R.29

(b) The second part of the Guidelines (sections IV and V) presents the overall
framework for early recovery interventions and the funding instruments
available to IFAD to support early recovery.

(c) The third part (sections VI to IX) offers practical guidance on how to improve
the IFAD response to disaster by: (i) illustrating the steps that need to be
taken at headquarters and in the field to prepare for and respond to a
disaster; (ii) clarifying the role that different IFAD divisions can play in
supporting the IFAD response; and (iii) highlighting the elements that are
essential for effective monitoring of early recovery activities.

Background

A crisis or emergency is a threatening situation, requiring urgent action that has a
direct or indirect impact on people’s livelihoods. The inability to prevent and/or
respond to emergencies can result in a disaster of wider proportions.

Disasters are often sudden events that cause great damage, destruction and human
suffering. Not all disasters, however, are brought about by abrupt or unforeseen
events (e.g. famines are frequently the result of difficult socio-economic conditions
and recurrent or long-term drought). A crisis or disaster can result from a natural
or non-natural hazard, such as those arising from conflict and civil unrest.*
Whatever their causes, what disasters have in common is that they result in serious
disruption of the functioning of a community or society (regional/national levels),
causing widespread human, material, economic or environmental losses that
exceed the ability of the community or the society to cope using its own resources.”

While the attention of the media and the world at large tends to be focused on the
impacts of large-scale disaster events, it is also the succession of lesser, but more
frequent disaster events combined with partial or slow recovery that can severely
undermine the coping capacity of people living in poverty and increase their
vulnerability to shocks. Following a disaster or a series of shocks, it is not only poor
people who are often forced further down the poverty line.® Many of the “near poor”
are unable to recover and are forced into poverty after a disaster.’

7

The urgency to respond to immediate needs in the aftermath of a disaster
frequently means that governments and international agencies divert resources
from development to relief and emergency interventions, thus delaying investments
that support the recovery of livelihoods and overall development.

Transition to recovery is often slow and can take years, in many cases resulting in
increased dependency on aid.

4 Complex crises that linger over many years are not classed as disasters for the purposes of these
Guidelines.

 From International Strategy for Disaster Reduction (UNISDR) Terminology on Disaster Risk Reduction.
6 IFAD (2010) Rural Poverty Report 2011.

7 In Honduras, the share of poor rural households increased from 69.2 per cent to 74.6 per cent as a
consequence of Hurricane Mitch in October 1998, and the number of rural households living in extreme
poverty rose by 5.5 per cent. These figures, based on labour force surveys, are probably an
underestimate since they do not capture the income of smallholder farmers, who suffered the most as a
result of Hurricane Mitch, and may not take into account the consequences that loss of assets has for
future poverty. Populations at risk are also often underrepresented in labour force surveys (Morris, S. et
al. 2002).
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Disasters result from a combination of hazards, vulnerability and exposure to risk.

Hazard: A potentially damaging physical event, phenomenon or human activity
that may cause the loss of life or injury, property damage, social and economic
disruption or environmental degradation.

Risk: The probability of harmful consequences, or the expected losses (deaths,
injuries, property, livelihoods, economic activity disrupted or environment
damaged) resulting from interactions between natural or human-induced hazards
and vulnerable conditions.

Vulnerability: The conditions determined by physical, social, economic and
environmental factors or processes, which increase the susceptibility of a
community to the impact of hazards.

From UNISDR Terminology on Disaster Risk Reduction.

Key points of relevant IFAD policies

These Guidelines are based on the IFAD Framework for Bridging Post-Crisis
Recovery and Long-term Development (1998) and the IFAD Policy on Crisis
Prevention and Recovery (2006).

Both documents, which advocate closer inter-agency cooperation, aim to position
IFAD as a bridge and a facilitator of the transition from relief to recovery. In
particular, the two documents underscore the importance of:

(a) Development interventions following a crisis.
(b) Prompt involvement in post-emergency situations.

(c) Coordination with all partners involved in the disaster response to ensure
complementarity.

(d) Focusing on restoring livelihoods (particularly through agricultural
productivity) to jump-start resumption of development activities.

An emerging concern about the need to take a more proactive role and to adapt
internal procedures to crisis situations is evident in the IFAD Policy on Crisis
Prevention and Recovery, which recognizes that, among other things, it is necessary
to:

(a) Mitigate the impact and manage the risks associated with natural disasters,
violent conflict and state fragility.

(b) Develop crisis-sensitive operating procedures, supported by specific financing
modalities and resource mobilization measures. Portfolio restructuring,
reallocation of existing loan proceeds, supplementary funds, retroactive
funding of loans under preparation combined with an intensive search for
cofinancing solutions, are indicated as the primary financing options available
to address post-crisis situations.

The IFAD Climate Change Strategy (2010) recognizes the importance of disaster
risk management in building resilience to climate change, and the greater role that
disaster prevention and recovery will have in the future. The strategy calls for
improved risk management and preparedness and, like the two other policies, it
acknowledges the importance of collaborating with other agencies, particularly the
Food and Agriculture Organization of the United Nations (FAO) and World Food
Programme (WFP).2

The new IFAD’s Environmental and Social Assessment Procedures (EB 2009/96/R.7)
also calls for continued support from the Fund and its partners in disaster and risk

8 For example, by making greater use of FAO's analytical capacity and collaborating with WFP on disaster
preparedness and early recovery.
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reduction activities, including the undertaking of vulnerability assessments, in
recognition of the fundamental role that ecosystems and natural resources play in
risk reduction.

IFAD experience in disaster prevention and recovery

IFAD’s experience in disaster prevention and recovery programmes and projects9
has not been systematically evaluated, but it is widely acknowledged that results
have been mixed. An extensive consultation was undertaken with IFAD staff at
headquarters and in the field,’® which enabled the identification of lessons learned,
challenges still to be faced and opportunities for IFAD to improve its effectiveness
when operating in a post-disaster context.

Overall, the prevailing opinion is that IFAD needs to step up its response in post-
disaster situations, but at the same time greater clarity is required with regard to
the role of the Fund vis-a-vis governments and other agencies. Often when a
disaster has occurred, the attention of a government remains focused on
rehabilitating the affected areas for years after the event. It is important that IFAD
support governments in their recovery efforts, while ensuring that IFAD
interventions remain within the Fund’s mandate. IFAD should focus on activities
that support the restoration of rural livelihoods, particularly where it has a
comparative advantage.

The following are some of the key issues identified by staff:

(a) Timing of interventions is crucial and IFAD needs to act quickly within a
relatively short period of time to support the recovery of livelihoods.

(b) IFAD needs to work closely with other agencies and governments and make
full use of the structure it has already in place in the country to deliver
activities. government capacity may be weakened after a disaster and may
not be sufficient to cope with the fast processing of a high volume of
aid/funding. It is therefore important for IFAD to have a strong partner
in-country and, particularly, to seek the involvement of grass-roots
organizations and community-based organizations.

(c) 1Itis essential to understand how prepared a country is to receive assistance
(in terms of capacity) when defining IFAD interventions. Often there will be a
need to invest in building up such capacity before and immediately after a
disaster.

(d) Disaster risk reduction and contingency planning should be constituents of
project design in countries with a high risk profile. If interventions aimed at
supporting recovery after a disaster are already built into projects, together
with funding to implement them, the country programme manager (CPM) will
be in a position to respond immediately in the event of a disaster.

(e) 1Itis necessary to have a CPM or proxy country presence officer in a
post-disaster context to support in-country coordination and communication
with different levels of government and other agencies, and to ensure
continuous monitoring of activities implemented and the situation overall.

(f) If a new project is being developed, it is essential to keep the design as
simple as possible with a maximum of two components, excluding the project
management component.

° The Framework for Bridging Post-Crisis Recovery and Long-term Development provides an overview of
past IFAD programmes and projects related to post-crisis situations, including the Special Programme
for Sub-Saharan African Countries Affected by Drought and Desertification (SPA), for a total of 58 loans
(48 under the SPA). From 2000 to 2009, 18 loans addressing crisis prevention and recovery were
approved by IFAD.

10 Consultations were also held with FAO and WFP staff.
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The Project for the Restoration of Earthquake-Affected Communities and Households
(REACH) in Pakistan was developed in the aftermath of the major earthquake on

8 october 2005 and is considered to be a successful disaster response project.
Immediately after the earthquake, IFAD agreed with the Government of Pakistan to
reorientate two IFAD-supported projects in the area. In addition, IFAD designed the
REACH project together with the World Bank. The project goal was to enable rural people
to re-establish livelihoods and reduce vulnerability by assisting affected households in
rebuilding their asset base. The project was approved by the Executive Board in

April 2006 (six months later) and within 14 months of approval US$24 million (out of a
total of US$26 million) had been disbursed by IFAD. The main reasons for the prompt
disbursement and successful implementation of the project are:

* The design was extremely simple;

 The implementing partner was not a government institution (government capacity
had been reduced by the disaster) but a highly professional rural development
foundation;

« Upon approval of the loan, US$16 million was transferred under an advance account
arrangement, rather than a special account modality;

* Activities were implemented by the beneficiaries themselves, with each successive
payment dependent upon successful utilization of the previous payment and
implementation of activities; and

«  Four supervision missions were carried out each year.

21. The main challenges identified by staff include:

(a) Human resources and in-house technical expertise are limited.
(b) Decision-making roles and responsibilities within IFAD are unclear.

(c) Internal procedures and clearance processes are slow: fast-track procedures
are needed to ensure the swift approval of interventions aimed at supporting
recovery efforts, together with clear and structured implementation
procedures.

(d) Collaboration among different divisions in-house is insufficient, leaving the
CPM of the affected country responsible for responding to a disaster.

(e) Collaboration at the field level with other agencies, particularly with FAO and
WEFP, is limited.

(f) Long-term development projects may be compromised by shifting resources
to support immediate recovery, if additional resources are not available.

(g) Preliminary, focused needs assessments are required, as results from
country-level, multi-agency assessments may arrive too late to be useful.

22. In order to build the Fund’s capability for faster, better coordinated and more
development-oriented disaster recovery, IFAD staff will need to:

(a) Be prepared to act quickly and in a coordinated way;

(b) Profile countries according to their exposure and vulnerability to disasters;
(c) Collaborate proactively with internal and external stakeholders;

(d) Know what steps must be taken in response to disaster situations; and

(e) Communicate effectively on what IFAD does in emergency situations.

III. Principles of engagement

23. The IFAD Policy on Crisis Prevention and Recovery states that “"IFAD engagement is
premised on providing support for the development and restoration of livelihoods,
particularly those based on agricultural and rural sectors. In doing so, it will support
the recovery of the agricultural production capacity, enhance food security, and help
build the capacity of poor rural people to cope with future crisis by rebuilding their
asset base and social capital.” IFAD’s interventions in the immediate post-disaster
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situation will therefore focus on assisting affected communities in making the
transition from a relief-based existence to one in which normal livelihood conditions
are restored, with a view to securing longer-term sustainable development.!?

When should these Guidelines be used?

The decision to intervene in early recovery activities will be taken by the
Interdepartmental Disaster Response Task Force (a new body proposed in

section VII), on the basis of the recommendations of the CPM of the affected
country and the regional director concerned. Generally speaking, implementation of
the more expeditious procedures detailed in these Guidelines will be called for in
the case of:

(a) Countries that are highly vulnerable to natural disasters and the effects of
climate change (see annex).

(b) Crises/emergencies that require early recovery interventions to support
rehabilitation of livelihoods that would otherwise be jeopardized by a more
protracted response.

Conditions for IFAD engagement

Generally, IFAD interventions will follow the declaration of disaster/state of
emergency by the relevant government and a request for IFAD assistance. In other
cases, IFAD may make an official offer of assistance to the affected government or
may intervene in response to a United Nations appeal following a declaration of a
state of emergency.

Early recovery interventions will be warranted when a disaster affects target groups
of ongoing IFAD-funded operations and where IFAD has a field presence or an
active programme in the country.

More specifically, situations that will prompt IFAD intervention include:

(a) IFAD-funded projects have been severely disrupted by the
emergency/disaster and reaching development objectives is no longer
possible without investments in recovery.

(b) Livelihood opportunites for rural poor people have been severely hampered by
the emergency/disaster event.

(c) The crisis/emergency has not had a direct impact on IFAD-funded projects but
has had severe indirect repercussions on the IFAD target group, warranting
intervention for livelihoods recovery.

(d) A crisis or emergency is imminent and a rapid response is necessary to avert
or mitigate major human and economic impacts.

Caution should be exercised in the following situations:
(a) IFAD has no field presence!? in the disaster-stricken country.

(b) IFAD has a small-scale programme or there are no IFAD-funded projects
under implementation in the affected areas.

(c) Countries are in arrears.'?

(d) Access to the affected area(s) is not possible or not authorized for IFAD
representatives and consultants.

1 The IFAD Framework for Bridging Post-Crisis Recovery and Long-term Development states that
“IFAD’s interventions in a post-disaster situation should be designed to assist the affected communities
to move from a relief-based existence to restoring subsistence production, rebuilding their capital base
and, from there, to longer-term sustainable development.”

12 No outposted CPMs or country presence officers.

13 IFAD’s Policy Framework for Managing Partnerships with Countries in Arrears, GC 21/L.7.
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Generally, IFAD should engage in early recovery activities only where it has a
comparative advantage and in close coordination with leading United Nations
agencies or international financial institutions (IFIs).

Principles of the IFAD approach in post-crisis situations

When intervening in a post-disaster context, the following principles must be
upheld:

(a) Interventions should be timely, flexible and simple.

(b) Responses should be speedy without compromising quality.
(c) The principle of “do no harm” should prevail.

(d) Avoid the restoration of unsustainable livelihoods.

(e) Synergies with other agencies and specialized (relief) organizations should be
maximized and duplication of efforts avoided.

(f)  National ownership should be supported and participation should be ensured
in the development and implementation of early recovery activities.

(g) IFAD should not engage in peacemaking or peace-enforcing operations or in
humanitarian relief operations.

Disaster risk management framework

Historically the focus of interventions after a disaster event has centred on relief
and emergency operations. More recently, however, the importance of integrating
disaster risk reduction into reconstruction and development activities has become
clear in view of the unsustainable trends in disaster response and reconstruction
expenditures. Consequently, the framework of intervention has shifted to a more
integrated approach to disaster risk management that aims to link emergency relief
with development.

Disaster risk management comprises a range of different activities aimed at
avoiding or mitigating the negative impacts of hazards. Within a disaster risk
management framework four main phases can be broadly identified: response,
recovery, mitigation and preparedness.

These four phases are interrelated and actions can be taken at different levels,
sometimes simultaneously, to plan for and reduce disaster-related losses. When
adequate resources are invested in all four phases, disaster risk is effectively
reduced.

While the main focus of these Guidelines is on increasing the effectiveness of IFAD
interventions following a disaster, it will be necessary to implement activities that
support the overall framework for disaster risk management in order to sufficiently
strengthen the resilience of IFAD’s operations.

Response (or relief) focuses on the provision of emergency services and public assistance
during or immediately after a disaster with the aim of saving lives.

Recovery focuses on the restoration of facilities, livelihoods and living conditions of
disaster-affected communities, including efforts to reduce disaster risk. The recovery
process can take months or even years.

Mitigation activities are aimed at preventing or limiting damage when a disaster strikes.

Preparedness refers to those activities that are implemented in anticipation of an
imminent, likely or potential disaster situation with the aim of ensuring the most effective
and efficient response and recovery.

Adapted from UNISDR Terminology on Disaster Risk Reduction.
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IFAD is already equipped with some strategies and tools'* that can support the
implementation of such a framework. Relevant activities must be effectively
implemented, particularly in countries where natural and non-natural disasters have
already affected the performance and sustainability of IFAD operations.

Activities undertaken during the response phase are usually focused on
humanitarian and emergency needs and are not designed to address the underlying
causes of disaster or promote rapid recovery. Agencies such as the Office for the
Coordination of Humanitarian Affairs (OCHA), the Office of the United Nations High
Commissioner for Refugees (UNHCR) and WFP have a greater comparative
advantage in this area than IFAD. However, the reverse is true during the recovery
phase, when the focus shifts from saving lives to restoring livelihoods and
establishing the necessary conditions for development.

There is often a considerable lapse of time before implementation of recovery
activities commences. The time required to carry out studies and assessments,
reprogramming or design of new programmes and projects, negotiation and
approval of loans, generates a gap between the initial response phase and the
beginning of reconstruction activities, and a disconnect from development
objectives. However, local communities begin to recover immediately after the
disaster, often adopting strategies that reproduce the same risk conditions and
increase their vulnerability to future shocks. It is at that time that it is important for
IFAD to start engaging with local communities in order to understand what their
needs are and begin developing effective strategies, in collaboration with local
communities and local-level government, to support their recovery efforts.

Planning for early recovery activities should begin as soon as possible after a
disaster event, generally from the very inception of the humanitarian

response. Early engagement in recovery provides an opportunity to address
underlying causes of risk and vulnerability in the planning process, promote the
rapid resumption of affected project activities and ensure that recovery efforts
contribute to, rather than delay, the achievement of longer-term development
objectives.

Increasingly, development agencies (United Nations Development Programme
[UNDP] in particular) and IFIs such as the Asian Development Bank, Inter-American
Development Bank and World Bank are beginning to support early recovery
interventions that aim to generate self-sustaining, nationally-owned and resilient
processes for post-crisis recovery.'> FAO and WFP are also dedicating more
attention to supporting early recovery and the transition to development.

4 Such as the Multidimensional Poverty Assessment Tool, the Environment and Social Assessment
Procedures, the Adaptation Checklist developed under the Initiative for Mainstreaming Innovation. In
addition, a dedicated site on xdesk with references to existing tools and methodologies developed by
other United Nations agencies and organizations is currently being developed.

5 The Inter-Agency Standing Committee (IASC) Cluster Working Group on Early Recovery.
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The disaster risk management framework and relevance to IFAD¢
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Working in partnership with other agencies and local government, IFAD
engagement in early recovery will strengthen initiatives intended to support rapid
recovery of rural livelihoods. In addition, it will ensure that planning for initial
recovery integrates risk reduction considerations and that decisions taken do not
compromise the achievement of development objectives.

Engagement in early recovery activities will enable IFAD to:

(@)

(b)

(©)

(d)

(e)

()

Bridge relief and development activities, thus effectively avoiding any period
of discontinuity during which communities may take decisions that affect their
capacity for long-term recovery.

Share relevant information about disaster risk at the community and district
levels so that it can be integrated into spontaneous recovery initiatives.

Uphold the principle of ‘build back better’ to avoid the rebuilding of risk into
recovery activities.

Ensure that rural poor people, especially those living in remote areas, are not
excluded by post-disaster interventions and that knowledge of rural poverty
and of factors influencing the vulnerability of rural poor people is taken into
account in recovery programming.

Promote the early recovery of socio-economic activities by supporting
self-reliance strategies already deployed by people.

Plan for long-term recovery and development through early needs
assessments, participatory planning, strategic partnerships at the community
and government levels, and capacity-building at the national and local levels.

IFAD interventions during early recovery will be concentrated on food security (and
the agriculture, forestry and fisheries sectors), production systems, rural
infrastructure, and restoration of rural markets (including financial markets) and
people’s access to them. During the early recovery stage, IFAD will support and,

16 Diagram adapted from Chris Piper/TorgAid 2010 Disaster Risk Management Cycle (DRMC), version

XIII.
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when possible, take part in needs assessments together with relevant partners to
identify priorities for the design of both short- and long-term development
interventions to support the recovery of livelihoods.

Selection of finance instruments

The IFAD rapid response should be adapted in form and scope to the circumstances
of each emergency, the socio-economic context of the country (and how it has been
changed by the disaster), the impact of the disaster on the IFAD target group and
ongoing projects, government requests and the IFAD development strategy for the
country concerned.

Attention should be given in the country strategic opportunities programmes
(COSOPs) for the most exposed countries to the instruments that are to be
preferred for financing disaster preparedness, prevention and recovery.

Possible options, based on currently available instruments, for IFAD interventions in
a crisis/post-disaster context include:

(a) Project portfolio restructuring and/or reallocation of resources within existing
projects.

(b) Small grants from regular resources and large grants funded through
supplementary financing.

(c) Loans and large grants funded from IFAD regular resources.

Portfolio restructuring and loan reallocation

In countries where IFAD has an ongoing portfolio of operations, particularly if there
are projects in the affected area/region, a first option is to restructure or
reorientate the existing portfolio to support early recovery activities. This is the
fastest means of mobilizing resources and implementing early recovery activities,
when resources are adequate.

Revision of the portfolio following an emergency should be carried out together with
the government and should take into account the effects that such restructuring will
have on the achievement of the programme/project goals.*’

In evaluating whether portfolio restructuring is a feasible option, it will be necessary
to take into account the following:

(a) Portfolio restructuring/reallocation should be consistent with ongoing
development priorities and activities.

(b) Cases that should be considered first for possible restructuring are: projects
unlikely to achieve their development objectives as a consequence of the
disaster; projects having a relatively low economic/financial impact; projects
with low implementation/disbursement levels'® after an analysis of underlying
causes of poor performance and existing opportunities for improvement.

Projects still at the design stage when a disaster strikes may be modified to include
early recovery activities and disaster prevention/mitigation measures.

Small grants and large grants funded through supplementary
financing

When resources available for reallocation are inadequate or when the cost of
reallocation is high in terms of loss of development results, portfolio restructuring
should be of limited magnitude and combined with small grants (from IFAD regular
resources) and/or large grants funded through supplementary funding.

7 IFAD Policy on Crisis Prevention and Recovery (2006).
8 However, caution should be exercised in the case of projects with a very high development impact.
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Small grants

There are limitations to the degree to which grants can support disaster recovery
interventions. Given its focus on promoting pro-poor research on innovative
approaches and building the pro-poor capacities of partner institutions, the revised
IFAD Policy for Grant Financing'® does not specifically address the issue of disaster
recovery. However, there is definite scope for financing, for example, specific needs
and impacts assessments and capacity-building efforts at the institutional and
community levels within the context of disaster recovery.

Small grants (up to US$500,000) entail a considerably shorter clearance process
and approval period than large grants since they are approved by the President of
IFAD on behalf of the Executive Board. Small grants could be used in the very early
stages of recovery to provide funding for:

(a) Impacts and needs assessment at the household level in rural areas.

(b) Capacity-building at the institutional/community level to ensure that early
efforts in reconstruction include disaster risk reduction measures and do not
recreate vulnerabilities.

(c) Local capacity-building of relevance to project implementation.

Without fast-track procedures, small grant projects may take up to 4 or 5 months
to be approved. With the approval of the more expeditious procedures proposed in
these Guidelines (section VII), the time required could be reduced to 1 or 2 weeks.

Large grants funded through supplementary funding

If foreseen in the agreement with the donor Member State, large grants can be
used to finance early recovery activities and support the start-up phase of a
recovery project if necessary.

Large grants funded through supplementary funding could be particularly suited to
a post-disaster context since they follow the same procedures for approval as small
grants, which reduces considerably the time frame of approval. Large grants funded
through supplementary funding from donor Member States are approved by the
IFAD President.

Depending on the existing country portfolio, the degree of exposure to risk and the
potential impact a disaster could have on the IFAD target group, regional divisions
are encouraged to explore in advance the potential for supplementary financing to
ensure that there will be adequate resources to support early recovery activities
and ensure the continuous implementation of development operations. This type of
funding may therefore provide an adequate level of flexibility to support IFAD
interventions in early recovery.

When supplementary funds are envisaged, it is advisable to establish a framework
agreement (such as a memorandum of understanding) with the donors concerned
detailing how the resources will be mobilized in the event of a disaster. It is widely
recognized that countries that are most at risk of disasters are often those donors
target for aid because of the strong poverty-disaster nexus. As a result, donors
traditionally engaged in relief operations have an objective interest in early
recovery activities that minimize the burden and risk of protracted relief efforts and
the associated dependency on assistance. These agreements can be defined at the
regional or country level according to the particular context.

Investment loans and large grants

Depending on the country context (IFAD portfolio, security, access, etc.), the
provision of a top-up loan and/or long-term investment loan, either as a follow-up
to portfolio restructuring/grants or on its own, may be necessary. While a small

° Document EB 2009/98/R.9/Rev.1
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grant will generally focus on supporting the recovery capacities of target groups and
their representative organizations, a large grant and/or top-up loan could cover the
bulk of the needs of the transition from relief to recovery on a larger scale, followed
by a regular investment loan to support the long-term development objectives in a
post-disaster situation.

It is important to keep the design of the new project as simple as possible with a
maximum of two components. Elements of disaster preparedness and disaster risk
reduction need to be included (see section VI). The IFAD Policy on Crisis Prevention
and Recovery provides for the possibility of retroactive funding, which can help,
when warranted, bridge the gap between early recovery and recovery.

Appropriate sequencing of these instruments may help in building the momentum
of IFAD interventions in disaster situations.

Suggested sequencing of finance instruments in disaster response

Mitigation/Preparedness stage
stage

|

I
Emergency response stage | Recovery

I

I

|

Normal economic social rowth patter®
ic/ 8

- Portfolio reallocation

Small grants - Top-up loans
Long-term loans - Large grants funded - Large grants
through - Long-term loans

supplementary funds

MEDIA RESPONSE

Activities eligible for financing

In responding to disaster events, no two situations will be the same because each
event and each country will present its own set of challenges and opportunities, and
interventions will need to be tailored to the specific country context and the impact
the disaster has had.

While the available instruments and procedures (as detailed in section VII) will
remain the same, the management of various risk situations, including the
management of disaster response, will differ. IFAD will need to implement different
strategies based on the probability of disasters occurring in the different countries.

In countries that present a high risk profile and are extremely vulnerable to
hazards, for example Honduras, IFAD may need to develop a long-term financial
strategy for early recovery and prevention. Honduras is extremely susceptible to
damaging hurricanes and floods along the Caribbean coast and experiences
frequent, but generally mild, earthquakes. The agricultural sector in particular
suffers the greatest losses after a disaster. Without a long-term strategy to support
recovery, it will be difficult to achieve IFAD poverty reduction and development
objectives.
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Possible strategies to support early recovery in countries that are highly exposed to
risk include the establishment of contingency funds for frequent events (possibly to
finance grants) and project components that are specifically aimed at early
recovery interventions. In addition, it would be useful for IFAD to investigate
whether an insurance strategy that takes into account the expected impacts of
climate change could be established for the agricultural sector.

Interventions to support early recovery should be tailored to the local context and
the specific needs of the affected rural population. Early recovery interventions that
support the restoration of livelihoods and income include:

(a) Conducting participatory early needs assessment, capacity assessments,
planning and resource mobilization for the recovery of the affected rural
population.

(b) Mapping the pre-disaster agriculture and environment situation.

(c) Identifying negative coping mechanisms and developing appropriate response
measures, to ensure that recovery activities do not generate discrimination or
secondary risks, in collaboration with local communities, local authorities and
relevant stakeholders.

(d) Strengthening self-help initiatives and the capacities of the affected
population, taking into account the different needs and capabilities of men
and women.

(e) Fostering restoration of agricultural production and economic activities
through, for example, input supply and recovery/rebuilding of assets,
promoting improved land management techniques, promoting diversification
of food crops and cash crops.

(f) Restoring minor rural infrastructure (such as rural roads) that is important to
launch local recovery processes. At the same time, the focus should also be
on building capacity in hazard-resistant construction methods.

(g) Establishing or preserving human, institutional and social capital, particularly
that of vulnerable groups within communities.

(h) Pinpointing critical ecosystems that require restoration and promoting natural
resources conservation (e.g. a landscape-based approach for sustainable
natural resource management would be useful in identifying and mitigating
risks and vulnerabilities linked to environmental degradation).

(i) Formulating and implementing measures to mitigate or avert the potential
effects of other imminent/possible disasters.

(j)  Promoting income diversification at the local level in order to strengthen
resilience, using a gender-specific approach.

(k) Rehabilitating the financial systems and financial sector infrastructure (money
transfer mechanisms).

(I)  Supporting the recovery of microenterprises and small businesses (through
training, access to microfinance schemes, etc.).

(m) Building capacity at the local level (community, government) for longer-term
reconstruction and development (at the project and community levels)
focusing on vulnerability and disaster risk reduction to promote greater
resilience.

(n) Strengthening local grass-roots institutions, in terms of both effectiveness and
inclusiveness.

When planning for early recovery it is important to ensure the mainstreaming of
cross-cutting issues (gender, environment, age, disaster risk reduction, crisis
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prevention) in all aspects and stages of early recovery interventions, including early
assessments, implementation, monitoring and evaluation.

Early recovery interventions should actively support the participation of women and
women’s organizations in all aspects of planning and implementation. Of particular
importance are capacity-building initiatives aimed at ensuring women'’s participation
in early recovery and longer-term recovery and development.

Another important aspect that should be supported as much as possible by early
recovery interventions is the promotion of national ownership through the
engagement of national and local authorities in all aspects of planning and
implementation. In particular, it is important to implement, where needed, activities
aimed at strengthening the capacity of local authorities to plan and manage early
recovery efforts, including coordination of activities. Training and capacity-building
in mapping, geospatial analysis and geographic information systems (GIS) can also
support local authorities in planning for recovery and disaster preparedness.

Contingency planning

Several measures can be put in place before a crisis or disaster to support a rapid,
timely and effective response. By identifying in advance clear objectives,
approaches and procedures to respond to post-crisis/disaster situations, IFAD is
more likely to be successful in linking early recovery interventions with its
long-term poverty reduction objectives in rural areas.

Contingency planning in the context of these Guidelines refers to those activities
that can be implemented ahead of time by IFAD to anticipate and prepare for
challenges brought about by a crisis or disaster. While contingency planning is
recommended for all countries, it is particularly important for countries that are
highly vulnerable to risks, where IFAD operations are most likely to be hampered by
disaster events.?®

Responsibility for contingency planning lies with the Programme Management
Department, in other words the regional divisions. The process should be led by
CPMs, supported by key staff at headquarters®! and IFAD field staff.?? If necessary,
additional technical expertise should be made available during the planning process
through the recruitment of experts or through a secondment programme.

Considering in advance what crises or disasters are likely to affect a country or a
region within a country makes it possible to identify the potential impacts on rural
poor people, bearing in mind existing differences in vulnerability?® and the country
context. Early recovery interventions should be planned in a way that ensures that
they do not reproduce or reinforce vulnerabilities but rather strengthen people’s
existing coping capacities. They should also reduce any immediate risk by
implementing activities that diminish threats to livelihoods and assets. Finally, they
should support a longer-term recovery effort that enables people to retain or
rebuild their assets and livelihoods.

The following sections identify actions IFAD can take before a crisis or disaster
occurs to support better organizational preparedness.?*

20 The annex presents an overview of countries that have been identified as being at high risk of natural
hazards and future climate change by Maplecroft.

2! In particular representatives from the security team, Controller’s and Financial Services Division
(CFS), Office of the General Counsel (LEG), Policy and Technical Advisory Division (PTA), Human
Resources Division (HRD), Environment and Climate Division (ECD) and staff from other regional
divisions with experience in disaster response/early recovery interventions.

22 Where available, inputs from project staff are particularly relevant.

23 Vulnerability is complex and shaped by the interaction of several factors such as: geographical
location, age, gender, ethnicity, health, environmental degradation, access to natural resources, safety
nets, etc.

24 While some of these activities may support risk-proofing in IFAD operations, they do not form a
comprehensive approach to disaster risk management, which is beyond the scope of these Guidelines.
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Vulnerability and risk assessments

The first step in contingency planning is constituted by an analysis of the risks
faced by a country, region or target group. The analysis should identify hazards and
assess vulnerabilities at the local level, while also taking into account the national
and regional context. It should be supported by an evaluation of existing capacities
to respond to and cope with a disaster event at the local, regional/district and
national levels.

Understanding what makes the rural poor vulnerable and what coping strategies are
used, will ensure that early recovery interventions do not reinforce existing
vulnerabilities or interfere with existing coping strategies. Vulnerability assessments
should seek to identify:

(a) Factors contributing to the vulnerability of the rural poor (such as occupation,
access to credit) and the impact of gender differences.

(b) Differences in vulnerability between groups (e.g. income groups, households
headed by women/men, access to natural resources).

(c) Strategies already in use to cope with and recover from disaster events.
(d) Key constraints to recovery.
Other elements that should be considered include:

(a) Past IFAD interventions aimed at reducing disaster risk, their impact on
vulnerability and on people’s capacity to cope.

(b) The impact of past disasters on levels and forms of poverty, particularly on
people living just above the poverty line and how they move in and out of
poverty, and changes in gender roles and entitlements.

(c) The implications of climate change, exploring the resilience of the rural poor
to increasingly frequent and intense climatic events.

(d) Phenomena such as El Nifio and La Nifa.
Activities
Activities that can be carried out as part of contingency planning include:

(a) COSOP design. An in-depth disaster risk analysis should be included in the
COSOP,* together with an overview of the national framework for disaster
risk management and the national capacity to respond. Appropriate risk
mitigation and preparedness measures should be identified and included in
the COSOP, alongside possible early recovery interventions that are tailored
to the local and national contexts and support coping capacities already
presZeGnt in the population. This should be reflected in an appropriate budget
line.

(b) Project design.?’ Projects should also include a risk and vulnerability
analysis, which itself should complement any existing poverty, social and
environmental analyses. Disaster preparedness and mitigation activities
should also be incorporated, in addition to resources that can be allocated, if
necessary, to the implementation of early recovery activities that are
appropriate to the local and national contexts and support existing coping
capacities.

25 This would support existing environmental and climate change assessments, and could be included in
the Strategic Environmental Assessment envisaged by the IFAD Environmental and Social Assessment
Procedures (2009).

26 For countries with a high risk profile, between 5 per cent and 10 per cent should be allocated for early
recovery activities so that these resources can be mobilized immediately following a disaster.

27 Risk and vulnerability assessments could complement the existing Environmental and Social Review
Note and climate change checklists/screenings envisaged by the IFAD Climate Change Strategy (2010).
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Steps in the hazards, vulnerability and risks analysis

1. Ensure adequate technical capacity - staff or consultants must have the necessary
technical capacity and experience to carry out the risk analysis. Capacity could be
ensured through collaboration with regional/national, technical/scientific institutions
(including universities) or with other United Nations specialized agencies.

2. Review secondary data - including existing studies and analyses of hazard/threats,
vulnerabilities and risks prepared by technical or scientific institutions, other United
Nations agencies, multilateral financing institutions or organizations with a country
presence.

3. Carry out an analysis of hazards starting with available information on past
emergencies, and taking into account the probability, frequency, location, magnitude,
and potential direct and indirect consequences of disasters for the rural poor. The
analysis should not only rely on historical data but also consider the possibility of
extreme weather linked to climate change and major shifts in the geography of risk due
to deforestation, environmental degradation, migration to fragile areas, conflict, etc.

4. Analyse the vulnerability of people exposed to a potential hazard/threat in rural areas,
with a focus on understanding what strategies are used locally to minimize disaster risk
and their implications (e.g. choice of crops).

5. Carry out a risk analysis combining hazard/threat and vulnerabilities.

Adapted from the International Federation of the Red Cross (FRC) (2007).

Early warning systems (EWS)

Timely information on the development of a crisis or on the probability or
occurrence of a disaster is essential to any IFAD rapid response. By linking to
existing systems for early detection and warning of impending crises/disasters, and
any early warning networks at the country and regional levels, IFAD staff will be
able to access relevant information.

Key partners for IFAD will be other United Nations agencies, such as FAO, OCHA,
WFP and the World Meteorological Organization (WMO), all of which have developed
efficient early warning systems. Protocols for information sharing should be
developed at the country level to ensure that IFAD country presence and project
staff are kept in the loop. In addition, it is important to link up with the
Inter-Agency Standing Committee (IASC) Sub-Working Group on Preparedness
established in 2001 to strengthen and promote inter-agency preparedness,
contingency planning and early warning processes.

Identifying information flows beforehand is a critical part of continge